o f,Aper)ved For Release 2001/07/16 : CIA-RDP79-00498A00079808QQ1_7-

SELoenoer 1874

.

_-1‘*.?-10R'.;’\.'\IDU?'1 FOR: DNeputy Director for Adninistration

HROUGH  © ¢ CHMO/DDA .
| STATINTL. . - .
SUBJECT . Evaluation of NN Institute Course "On Leadership”
STATINTL 1. The I »stitute Course "0p Leadership” is outstanding.

However, 3T you expecl that a five day course on Teardarshin dramatically
transforms you into a finished Leader, then the course will be a dis-
appointment. "On Leadership" is dramatic, but in a quiat way. The
.consensus of the group vas that they gained new awareness, insight,

“and skills but success would come only througn jmpler2ntation of the
“theory. The course provides a comprenensive operating theory for action
that if followed offers auidelines for developing leaders. 1t also
teaches new skills and techniques as well as a framework for evaluating
other techniques and managemant operating procedures and styles. '

, 2. The course, which is subtitled "Psychological Aspects of the

STATINTL  Executive Role”, is given by the members of ’cheq Institute.
These menbers are replete with degrees in psychology an psychiatry.

, Fach aspect of the course, from accommodations, qroun activities, course

|- : 1pf0rmatjon and content. etc., to the g?osing class is hasad n_psycho1g~
ST?¥THVTL¢ g]calipr1nc1p1es. fhehon1y exception 1s the possible @qgat1ve impact o7

; the first two days of icctures in whichi N < :cusses the

§ psychoanalytical nrincinles of personality functionin? and develovment.

Sﬁ7¥THﬂTL ﬂigcussion of the Id, Ego, Suver Ego, origin apd deve?c?ment of various
drives can turn off some people. This threat 1S recoinized *
i However, he feels the risk must be taken in order to lavy the areunawdryk .

t t e

i for understanding of individual motivation. He statss that, "as much as
\ 80 percent of executive failure is due to the inahilitv to lead, motivate
| and integrate people toward the achievement of common nurpose.” He views
i people as active, comlicated individuals. He challences the cliches and
l hidden assumptions behind many motivational nrinciplss, maintaining that
‘ an exocutive n=ads a sophisticatad enders tanding of wnat vreally makas
l

people tick before they cen be properly motiva ted.
STATINTL 3. [ ¢ his associates build on %his foundation of

: personalily functiconing to form an integrated operating theory for leader-
ship., This is done through formal lectures, live exargises intarspersed
with analysis of actual cases. The theory is used in the analysis of cases
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and the general consensus was that it proved itself time and again.

It allowed a problem to be analyzed effectively, and in case after

case revealzd the basic conflict that was behind the surface oroblem.

1t was significant that surface problems generally are simply signals
that a2 more serious situation exists. Vnile each-of the diagnostic
sessions was lead by a staff member, the students rapidly becams more
penetrating in their analysis of the problen. However, it would require
additiona’l training and experience before an individual could handle
major problems by themselves. Applying this theory to problem solving
soon revealed that thare are problems either structural or between a
lTeader and a subordinate that cannot be solved. This does not indicate
a veakness in the theory. On the contrary it proves that the orinciples
work, since the reality of the situation is exposed. This permits the
leader to take positive action and avoids the procrastination of hoping
the problem will vesolve itself in time.

4. I have avoided using many of the terms used frequently in the

seminar, but two terms seemed to me to capture the essence o_'f*
operating theory. One is "reality" and the other is "support". A leader
must recognize his role (use of power) and carry it out. He guides, directs,

protects and counsels subordinates. This involves supporting them in doing
their Jjobs as well as exposing the reality of the work, either personal or
structural. The following chavracteristics seem to amplify on these two
terms<  The characterisiics of successful Teadurs do not reauire a speciiic
personality style to be offective, although 1t may suit tertain versonaliiies
nore comtortadly than others. :

a) Make objectives clear - clarify by asking what action will be
. taken. : '

b) Describe how you would pursue objectives - this tells subordinates
what you know about objectives, but not how to do tasks.

c) Subordinates should contribute their own ideas on accomplishing
tasks. :

d) Make clear the criteria aleng which performance will be judged -
establish time and priority factors.

e) Set standards of performance high, but rcachable.
-T) Display high moral standards.

g) Relationship with subordinate must be based on trust.
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"h) Provide three kinds of help.

1) Technical knowledge and exparience.

2) Knowledge of how to oparate in ih araanization.

3) Interpersonal communication.

5. The pre-course instructions ask that each participant prepare
a case that will be used in the overall group discussion sessions. The

case should be about a problem in relationships batween yoursalf and
another person. Our group discussions were excellent and each case {real)

~was thoroughly diagnosed. One individual changed his approach as a result

of the insight he gained from the sessions. I would urge that future
part1c1pants fully utilize this opportunity for problem-solving.

6. The course covered other topics, such as focused commun1cat10n
(Tistening), the family, the psvchological contract and crange. The most
significant was the process of change and how to cope with it. The course

_schedule is attached and the course lecture material can be made available

for in-depth review of these topics.

7. 1 have deliberately chosen to qualify my enthusiasm for the course
by referring to the problem of implementation. The aoal of impréving your
leadership efrectiveness is clear. The course may challence you 1o charu2

~ your personality style in order to fully utiiize the ope uating theory. The

second challenge will be to use the pr1nc1o1 3 in everyday work situations.
I feel both tasks will require support and reinforcement. Top leadership
must take the course to establish the importance of this owmerating theory
and provide the incentive (reinforcement) for others.

8. The Agency's greatest asset is its personnel. Their increased
productivity is essential in todays world of reduced persomnal ceilings and
budgets. The | :apyroach to Teadership is sincerely oriented around
people and holds great potential for the Agency.
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